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Abstract 
According to the marketing literature and marketing textbooks, market research is required for successful 
marketing. However organisations differ in the way they both manage and resource their market research. 
This study hypothesised that market research effectiveness would be a function of internal research buy-
ing expertise, resource allocation and strategy. The research was conducted among a sample of 240 
Australian marketing managers. Market research effectiveness was measured in terms of a) decision 
making support, b) contribution to marketing strategy, c) leveraging customer and competitor data, d) its 
ability to represent the "voice of the customer" and finally, e) bolstering the role of the marketing group 
and marketing manager within the organisation. The findings showed that having dedicated internpl mar-
ket researchers and allocating internal and external resouroes to the research function enhanced market 
research effectiveness. It was also found that organisations with an entrepreneurial strategic orientation 
were more likely to see value in the market research function, with these organisations being less likely 
to use market research for intemal political purposes. 
Introduction 
The Australian market research industry, in 
the face of competition from other sources 
of business intelligence, is determined to 
demonstrate its usefulness for marketing 
decision makers. Recently, the Australian 
market research industry announced the 
formation of awards for market research 
effectiveness (AMSRS 2005). As market 
research is a co-produced service involv-
ing co-operation between supplier and 
client organisations, its effectiveness will 
depend on the technical quality of the 
research and also the client organisation 
and the structure of the internal market 
research function. Further, organisations 
with differing strategic intents should vary 
in the purpose, use and value derived 
from market research. For example, 
entrepreneurial organisations depend on 
identifying and exploiting opportunities 
and are therefore likely to be heavily reli-
ant on research findings for their success. 
These entrepreneurial organisations are 
also likely to be active in scanning the 
external environment and in ensuring that 
the internal organisation hears the "voice 
of the customer". On the other hand, 
organisations operating in mature markets 
may have less need for market research, 
as would niche organisations, which rely 
on their specialist areas of expertise and 
intimate knowledge of customers. 
In summary, it would be expected that 
strategiC intent would affect the resources 
allocated to the structure of the market 
research function, the structure of the 
market research function itself and the 
value or effectiveness organisations judge 
the research to provide. In this paper, we 
will also consider whether strategic intent 
will have a greater influence on market 
research effectiveness than the market 
research function and/or the resources 
allocated to market research. 
Strategy and Market Research 
In terms of broad strategic intent, we 
examined two classical typologies 
devised by Miles and Snow (1978) and 
Porter (1980, 1985). Both were included 
in this study as Segev (1989) showed 
they subsume r.omplementary rather than 
entirely duplicated strategic dimensions. 
These typologies classify organisations or 
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business units according to relationships 
between business strategy and relation-
ships with human resources, organisa-
tional structure and information require-
ments (Hagen and Amin, 1995). Because 
of this they provide testable hypotheses 
for the relationships between strategy and 
a) structure of the market research func-
tion and b) resources allocated to market 
research and c) desired research benefits 
(i.e. market research effectiveness). 
In the Miles and Snow (1978) typol-
ogy, there were three successful generic 
strategies. The entrepreneurial Prospector 
strategy achieves competitive advantage 
through being first into new markets with 
new products. In other words, it is highly 
entrepreneurial in orientation. Prospectors 
are innovative and adapt to new technol-
ogy well. Such an approach would lend 
itself to market focused research aimed 
at deciding which opportunities were the 
most promising. Prospectors are also 
likely to make effective use of all types of 
market data available in the organisation 
(Bed nail and Valos, 2005a). Since entre-
preneurial organisations deal with great 
uncertainty and organisational change, 
they are likely to need to distribute the 
research findings widely - both to gain 
acceptance of change and to sensitise 
the organisation to the opportunities in 
the external market. OIian and Rynes 
(1984) proposed that Prospectors require 
employees who are able to deal with task 
ambiguity, unstructured environments 
and have a high tolerance for change. 
Sin kula (1990) found that a centralised 
research buying department impeded the 
use of market research and made it more 
likely that external suppliers would be 
used. This makes it unlikely a Prospector 
could rely totally on internal research 
buyers. In another paper Sinkula and 
Hampton (1988) indicated that internal 
market research buyers are likely to be 
managing the information dissemination 
within the firm, while the external research 
provider tackles issues relating to decision 
making and growing market complexity 
(Sinkula 1990). It is likely that the balance 
between these roles will differ according 
to whether the strategy is a Prospector or 
a Defender strategy. 
A Defender strategy achieves competi-
tive advantage by becoming more effi-
cient while remaining in traditional mar-
kets with existing products. Defenders 
operate in environments where there is 
less uncertainty compared to other stra-
tegic types. In contrast to Prospectors, 
Defenders would be more likely to use 
market research to monitor their market 
share and track perceived service quality. 
The third Miles and Snow generic strat-
egy is the Analyser strategy. This strategy 
combines elements of the Prospector 
and Defender and is likely to have a 
mix of Prospector and Defender market 
research structure, resourcing and ouf-
come traits. 
The Porter typology is the second of the 
two typologies included in this study and 
has a greater emphasis on the strategic 
dimension of "how we compete" i.e. 
differentiation or low cost. Porter (19S0, 
1985) characterises organisations as cost 
leadership; product or brand differen-
tiation; or market focus strategies. The 
most entrepreneurial organisations are 
Differentiators who compete by providing 
either leading edge solutions or premium 
quality products or unique branding. This 
strategy requires deep understanding of 
customer needs, resources and behav-
iour. Like the Prospectors of Miles and 
Snow, these Differentiators are likely to be 
the most dedicated and reliant users of 
market research. In contrast, Cost leaders 
would be reluctant to conduct research, 
focusing instead on internal efficiencies 
as they have less environmental change 
to monitor and less apparent risks to 
face. In addition, like the marketing func-
tion itself, market research is a cost which 
can be reduced often without an obvious 
effect. Finally, Focus strategies appear to 
require less market research as they have 
high customer intimacy, strong customer 
links, deep industry knowledge and good 
knowledge of competitors in their niche. 
Australasian Journal of Market & Social Research I Volume 13, Number 2 December 2005 
Changing Structure of the 
Market Research Function 
In recent times, there appears to be a split 
between organisations that have down-
sized the market research buying function 
(Shaw and White 1999) versus those 
organisations that have retained or rede-
veloped the internal function. Valentine 
(2002 p.191) has observed a possible 
split in organisations with internal market 
researchers between "market research 
managers" and "consumer insight manag-
ers." Moore (2003) has recently described 
this latter role in detail, combining inter-
nal and external data to deliver valuable 
insights to internal clients and providing 
a voice of the customer framed within 
the strategic organisational context. For 
others (Baker and Mouncey 2003; Srnith 
and Dexter 2001), this has become an 
imperative for the modern management 
of market research. Practitioners such 
as from Thygesen and McGowan (2002) 
have similarly identified the contrast 
between research as, " ... 'due diligence'; 
we did it because we 'had to'," (p.144) 
as opposed to a research process which 
provided real consumer insights. 
The choice between an emphasis on 
internal or on external function structure 
to achieve market research effectiveness 
may be a function of: 
a) recognition that business strategy 
should determine whether the internal 
or external function is more effective; 
b) recognition that trust is a key require-
ment in successful client research 
supplier relationships ; or 
c) greater use of CRM and database sys-
tems, increasing the need for internal 
data collection and information syn-
thesis. 
In terms of business strategy, information 
and structure, Valentine (2002) has noted 
that internal researchers face a tension 
between the rational, fact-centric, stable 
and predictable market research function 
(metonymy) versus the need for creative, 
entrepreneurial, ambiguous and conten-
tious research; the latter focusing on imagi-
nation rather than objective knowledge. 
She also talks of a "new community of 
clients" (p.168) referred to as nomadics 
- people who may attach themselves at 
various times to groups within the firm but 
who otherwise have no fixed role. Although 
marketing research is typically depicted as 
a rational process, aiming to get reliable 
information to assist decision making at 
a senior level (Raphael and Parket 1991), 
studies of actual practice are starting to 
reveal a far more complex picture. 
In terms of this study it was expected 
that, since research buying is a specialist 
task, it would occur more frequently in 
Miles and Snow Prospector organisa-
tions. By a similar logic, Porter's market 
Differentiators should put more resources 
into the buyer role. These organisations 
would be more likely to have a separate 
role for the buying function (rather than 
combining research buying with other 
tasks) and put emphasis on the knowl-
edge enhancing aspects by using titles 
such as "Consumer Insights Managers". 
Further, Strategy should be reflected in 
the job design or task characteristics of 
the research buyer role. Prospectors and 
to a lesser extent Differentiators would 
require less defined, and more dynamic 
and flexible roles for research employees 
than either Defenders or Cost Leaders 
respectively. 
The use of internal market research employ-
ees to conduct research has been found by 
organisations to produce the most effec-
tive research (Pont et al. 2004). It would be 
expected that client organisations with a 
more developed internal market research 
function who have greater research skills 
(Shea and LeBourveau 2000; Donnelly, 
Van't Hull and Will 2000) would see greater 
value in the research collected. This would 
be reflected in organisational judgements 
about the usefulness of the internal market 
research function. 
Trust is an important issue in the research 
supplier relationship as it can lead to a 
positive effect on the use made of mar-
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ket research (Moorman, Zaltman and 
Deshpande 1992; Boughton, Novak and 
Washburn 1996). Moorman, Zaltman 
and Deshpande also showed that good 
relationships between internal market 
researchers and their internal clients led 
to more effective use of market research. 
Thus, it would be expected that people 
with a dedicated buying role, with at least 
a medium term commitment to building 
internal relationships, would be better 
placed to provide valued services. One 
significant element of trust is the forgo-
ing of opportunistic behavior. Given that 
market research is a potential agent of 
change within the organisation, we may 
expect to see what Piercy (1983) has 
called the "non-rational" use of market 
research to bolster entrenched positions 
within the firm. Market research is often 
used to justify proposed marketing action 
(from Thygesen and McGowan 2002) 
rather than to drive change. Finally, the 
increased use of market research to mea-
sure managers' key performance indica-
tors suggests that market research is 
likely to be conducted and interpreted 
within the power and political frameworks 
of the organisation. 
With the increasing usage of custom-
er relationship management (CRM) and 
other customer database systems, there 
is a need to integrate these informational 
systems, or even to design market moni-
tors within the framework of CRM sys-
tems (Marr 2001). Similarly, a combina-
tion of market research with competitive 
intelligence is another apparent imperative 
(Stantat 1998). 
In summary there are two internal factors 
in the management of the market research 
function that would have an impact on the 
value obtained from market research. The 
first factor is the presence of dedicated 
research buyers. Research buyers have 
the opportunity to build relationships with 
both suppliers and internal clients. They 
also have the ability to understand the 
needs of client groups and to apply cre-
ativity in their role of delivering value within 
a dynamic, politicised organisational con-
text. The second factor is the availability of 
research skills. These are exemplified by 
conducting their own market research proj-
ects which should enhance understanding 
of the issues and the meaning of the data 
collected. This should make the data more 
useful. Internally developed research may 
also confer some authority or legitimacy 
on findings when research provides the 
'voice of the customer" information. Finally, 
an organisation which conducts some of 
its own marl<:et research is likely to have 
internal specialists who over time have the 
opportunity to build relationships with inter-
nal clients. This would be less likely when 
using external suppliers. 
This study hypothesised that the way 
market research was structured would 
affect the perceived quality of the mar-
ket research process. In particular, hav-
ing dedicated researchers and research 
expertise was believed to enhance the 
ability to deliver valuable benefits. 
Strategy and Market Research 
Resource Allocation 
It was expected that the more entrepre-
neurial organisations would place more 
value on market research than would be 
the case with more reactive organisations. 
This is likely to lead to greater resource 
allocation as the Prospectors and 
Differentiators seek to reduce chances of 
decision-making failure in more uncertain 
environments than environments faced by 
more reactive Defenders and Cost lead-
ers respectively. 
The relationship between research function 
structure and the allocation of resources 
to market research is less clear. It is pos-
sible that organisations outsourcing market 
research tasks are doing so for cost rea-
sons. This would suggest Prospectors and 
Differentiators allocate more resources over-
all than both Defenders and Cost leaders. 
Market Research Effectiveness 
Implicit in the discussion to this point 
are the actual benefits or value deliv-
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ered by market research to the organi-
sation. Traditionally, market research is 
seen as most effective when it supports 
decision making (Raphael and Parket, 
1991). Based on the literature (Menon 
and Wilcox 1994; Bednall, Huynh and 
Alford 2005; Piercy 1983) and preliminary 
research, other dimensions of market 
research effectiveness were included: 
• Business Value of Market Research 
• Value of Market Research Information 
in Use 
• Marketing Group Gets its Own Way 
• Bolstering the Marketing Manager's 
Position 
HYPOTHESES 
Strategy and Market Research 
Structure 
1 a. That Prospectors will rely more on 
intemal research employees to carry out 
market research buying and research 
management and Defenders will rely more 
on external market research suppliers. 
1 b. That Differentiators will rely more on 
internal market research employees to 
carry out market research buying and 
management and Cost Leaders will 
rely more on external market research 
employees. 
Strategy and Market Research 
Resource Allocation 
2a. That Prospectors will allocate great-
er resources to market research than 
Defenders. 
2b. That Differentiators will allocate great-
er resources to market research than 
Cost Leaders. 
Structure and Market Research 
Effectiveness 
3. That organisations who rely more on 
an internal market research function will 
achieve greater market research effective-
ness than organisations that rely more on 
external market research. 
Resource Allocation and Market 
Research Effectiveness 
4. That organisations who allocate more 
resources to market research will achieve 
greater market research effectiveness 
than organisations who allocate fewer 
resources to market research. 
Strategy and Market Research 
Effectiveness 
5a. That Prospectors will achieve great-
er market research effectiveness than 
Defenders. 
5b. That Differentiators will achieve great-
er market research effectiveness than 
Cost leaders. 
METHOD 
The research was conducted in two phas-
es. The first phase comprised 16 prelimi-
nary discussions about the management of 
market research and its value to the organi-
sations. These were held with senior mar-
keters and research managers in Australia 
and the United States. The purpose of 
these interviews was to generate a series of 
scale items to measure the effectiveness of 
the market research program. 
The second phase of the research was 
a self-completion survey using an initial 
mailing, with subsequent mail, phone 
or internet follow-up. A list derived from 
Dun and Bradstreet of the top 1000 
senior marketing managers in for-profit 
Australian organisations comprised the 
sample frame. A sample of 240 usable 
replies was received. 
The questionnaire covered the organisa-
tion of the market research function in the 
firm, research program, research resource 
allocation, business strategy, perceived 
utility of market research for the organisa-
tion, marketing decision making, integra-
tion of market research data with other 
information, such as CRM systems and 
competitor data. Finally the survey items 
addressed key performance indicators 
and manager's self preservation, using 
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market research to confirm, to protect 
and to enable success in dealing with top 
management. These items were derived 
from the literature, including studies of 
the value of particular projects (Menon 
and Wilcox 1994; Yamin and Shaw 1998; 
Bednall, Huynh and Alford 2005) and 
from the interviews with marketing and 
research professionals in phase one. 
Academic colleagues in Australia and the 
United States reviewed the questionnaire 
prior to its completion. 
Where results are shown to be statisti-
cally significant, this is done at the 5% 
level, which is consistent with a sample 
of this size. Where ad hoc tests for differ-
ences between means were conducted, 
Tamhane's T2 test was employed. 
FINDINGS 
Respondents and Market Research 
Program 
Most of the respondents (65%) had com-
pany-wide responsibility for marketing, 
with the remainder having responsibility 
within a smaller business unit in their firm. 
The marketing managers described the 
market research activities in their area of 
responsibility - be it organisation wide or 
for their particular business unit. Of the 
total sample, only 208 managers (87%) 
reported that their area of the business 
conducted or commissioned any custom-
er, intermediary or internal (e.g. employ-
ees) research project in the past financial 
year. Of the 13% percent who reported no 
research, over half (8%) had responsibility 
for marketing across the firm not just a 
single business unit. Thus it would appear 
that there are a number of organisations, 
even large ones by Australian standards, 
which do not use market research in any 
given year. 
The Structure of the Market Research 
Function 
All the results which follow refer to the 
208 organisations who had conducted 
one or more research projects in the past 
financial year. As predicted, there were a 
variety of models for structuring the mar3 
ket research function and process. Table 
1 characterises the management of MR in 
their organisation. (See Tabfe 1). 
Some organisations used none of these 
methods for organising market research. It 
is not clear how these organisations man-
aged the process. One possible model 
would be to outsource the buying function 
to a research broker or external consultant, 
as Gondek (1999) has observed. 
The results can be compared with Pont et 
al.'s (2004) study of Australian organisa-
tions which had their own website as at 
1 999. In that study, 41 % of businesses 
Table 1: Structure of the Market Research Function 
No-one assigned a buying role 
Within the Business Unit: 
One or more specialist buyers 
People who buy market research as one of their jobs 
People conduct research projects themselves 
Formal group or department of specialist buyers 
Elsewhere in the organisation: 
One or more specialist buyers 
People who buy market research as one of their jobs 
People conduct research projects themselves 
Formal group or department of specialist buyers 
7% 
31% 
36% 
35% 
5% 
16% 
24% 
26% 
8% 
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did not have any person dedicated to 
the market research function, while 14% 
of organisations used a central market 
research department. 
The sample in the study reported in the 
current paper was of major organisations, 
who would have both the evident need 
and the resources to invest in market 
research. To examine the impact the mar-
ket research structure might have, organi-
sations were grouped into five categories. 
These categories were based on levels 
of research sophistication - a) organisa-
tions who conducted their own research, 
b) organisations with their own research 
groups or departments of buyers, c) organ-
isations with one or more specialist buyers, 
d) organisations with part-time buyers and 
e) organisations with no research buyers. 
Where organisations were in more than 
one of these five "research sophistication" 
categories they were classified according 
to the most "sophisticated" category" they 
operated. In other words, if they were in 
category a) and e) they were classified as 
category a). 
Market Research Resource Allocation 
Table 2 shows the allocation of resources 
to market research, including estimates of 
internal resources (labour, overheads) and 
amounts paid to external market research 
consultants. The table shows 5% of busi-
ness units recording no expenditure in the 
last financial year. As they all participated 
in some form of market research, such 
groups evidently had their expenditure met 
outside their business unit. The 5% of 
respondents having no expenditure can be 
explained by research expenditure being 
met by other parts of the organisation. 
Strategy and the Structure of the 
Market Research Function 
This section examines the relationship 
between the strategiC types and the 
structure of the market research function. 
To do this a three-cluster non-hierarchical 
solution for both the Porter and the Miles 
and Snow typology was used. Firstly, the 
Miles and Snow clusters were labelled 
as Prospector, Defender and Analyzer 
types in accordance with the closeness 
of the relevant items to the cluster cen-
tre. Secondly, the Porter clusters were 
labelled as Cost Leader, Differentiator and 
Focus types. 1 
Surprisingly, the strategy types were unre-
lated to the way market research was 
structured within the organisation, with 
one exception. The Porter Differentiators 
were more likely to use a part-time 
research resource from another part of 
the organisation (36%) than were either 
Cost Leaders (17%) or Focus strategies 
(14%). Thus, there was little support for 
Hypothesis 1 a and 1 b. 
Table 2: Expenditure on Market Research - Last Financial Year 
Internal External Neither Expenditure Expenditure 
Expenditure $A % % % 
None 14 8 5 
Up to $50k 51 41 
>$50k - $100k 18 15 
>$100k - $$200k 11 13 
>$200k - $500k 5 12 
>$500k - $1m 0 4 
>$1m-$2m 1 3 
> $2m - $5m 0 
> $5m 0 
1 Details of the items used and detailed tables are available on request to the first first author. 
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Results for structure hypotheses 
1 a. That Prospectors will rely more on 
internal research employees to carry out 
market research buying and research 
management and Defenders will rely more 
on external market research employees -
Not Supported. 
1 b. That Differentiators will rely more 
on internal market research employees 
to carry out market research buying 
and management and Cost leaders will 
rely more on external market research 
employees - Not Supported. 
However, there was a relationship between 
size of the Business Unit and market 
research function structure (x2 = 44.65, 
5dt). Surprisingly, business units with less 
than 100 employees (when compared with 
larger business units) were more likely to 
have either a) a full-time buyer in the organi-
sation, or b) have no dedicated research 
buyer in the organisation at all. The no 
dedicated researcher outcome may simply 
reflect resources, while some other small 
organisations, in seeking to grow rapidly, 
may have a critical need for market research 
and can justify a full-time buyer. 
Strategy and Market Research 
Resource Allocation 
In terms of resource allocation, the strat-
egy types were not related to the amount 
of internal or external spending on market 
research within the Business Unit. 
Previous research has found relationships 
between organisation characteristics and 
resource allocation. For example, Pont et 
al. (2004) found that the type of indus-
try was more influential on amount of 
research expenditure than was the struc-
ture of the research function. This finding 
was not apparent in our data, nor was 
industry type related to the level of intemal 
or external market research expenditure. 
Results for resource allocation 
Hypotheses 
2a. That Prospectors will allocate great-
er resources to market research than 
Defenders - Not Supported. 
2b. That Differentiators will allocate great-
er resources to market research than 
Cost Leaders - Not Supported. 
Effect of Research Function Structure 
on Market Research Effectiveness 
This section examines the impact of the 
five market research function structures on 
the marketing manager's evaluation of the 
benefits of market research. As discussed 
earlier, these structures reflect a range 
between highly sophisticated (organisa-
tions who conducted their own research) 
to the least sophisticated (organisations 
with no research buyers) structures. 
A series of seven-point Likert scale 
item statements measured the benefits 
of market research. Table 3 shows the 
results of an exploratory factor analysis of 
these items. Four factors were produced, 
using principal components analysis with 
an oblique rotation. The results for the 
Pattern matrix are shown with items load-
ing above 0.35 shown. The KMO test at 
0.90 was satisfactory. 
The first factor represented the benefits 
gained from market research in terms 
of better products and services, better 
productivity and a strong contribution 
to marketing strategy. This factor cap-
tured the broad business value of market 
research. The second factor represented 
the value of the information produced and 
its ability to integrate with customer and 
competitor data. The third factor related 
to the marketing group "getting its own 
way" in the organisation, of providing 
data to bolster their business case, rather 
than the inherent value of the research 
information collected. The fourth and final 
factor was also internal and political in 
nature. It represented the bolstering of the 
marketing manager's position within the 
organisation, through providing key per-
formance measures, covering "your back-
side" and using the information collected 
to get support from senior management. 
(See Table 3) 
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Table 3: Evaluation of the Benefits of Market Research 
Item Mean Std. Dev. Factor 1 Factor 2 Factor 3 Factor 4 
Has profoundly shaped our 4.42 1.44 0.78 0.06 0.04 0.06 
marketing policies. 
Has led to an improved 4.72 1.37 0.89 -0.08 0.05 0.00 
implementation of new 
products or services. 
Has led to increased 4.14 1.31 0.69 0.07 0.38 -0.06 
productivity. 
Has helped us to 5.47 1.22 0.69 0.25 -0.12 -0.15 
understand the dynamics 
of the marketplace. 
Produces reports that 4.60 1.52 0.25 0.57 -0.02 0.05 
are easy for my staff to 
understand. 
Normally leads to concrete 4.75 1.38 0.69 0.03 -0.08 0.15 
actions being taken. 
Is mainly used to increase 5.08 1.23 0.53 0.03 -0.34 0.00 
our understanding of 
marketing issues. 
Makes a major contribution 5.08 1.45 0.80 0.10 0.01 0.07 
to the marketing strategies 
developed by our Business 
Unit. 
Helps my marketing group 3.77 1.63 0.40 0.15 0.50 0.23 
get its own way in our 
Business Unit. 
Is mainly used to assist 4.85 1.33 0.68 -0.10 -0.15 0.24 
marketing decision making. 
Is mainly used to confirm our 4.89 1.21 0.23 0.11 -0.59 0.16 
understanding of issues. 
Provides the main "voice 4.58 1.57 0.20 0.25 -0.31 0.36 
of the customer" in our 
Business Unit. 
Is used to provide key 3.25 1.63 -0.14 0.07 -0.07 0.85 
measures of managers' 
performance. 
Has a major influence on 4.25 1.65 0.36 -0.09 -0.03 0.61 
our top management. 
Helps cover our backside 3.23 1.69 0.05 0.16 0.40 0.55 
when my group needs 
to make risky marketing 
decisions. 
Produces information that's 3.64 1.51 -0.01 0.89 0.05 -0.01 
easy to integrate with our 
customer data. 
Produces information that 3.50 1.50 -0.12 0.88 -0.02 0.05 
is easy to integrate with our 
competitor data. 
The value of our marketing 4.76 1.40 0.50 0.36 -0.11 -0.05 
research information far 
outweighs its cost. 
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Table 4: Factor Inter-correlation Matrix 
Component 1 2 3 4 
1 1.00 
2 .47 1.00 
3 -.09 -.03 1.000 
4 .40 .33 -.01 1.000 
Table 5: Decision Making Support Items 
Mean Std. Dev. 
Totally inadequate for my decision making <- > Totally 
adequate for my decision making. 4.64 1.32 
Gives me no help at all in predicting consequences of my 
decision making < - > Allows me to accurately predict con-
sequences of my decision making. 4.49 1.33 
Does not give me any confidence in my decision making < 
- > Makes me totally confident in my decision making 4.62 1.21 
The appropriateness of using an oblique 
rotation was supported by the Table 4 
correlation matrix. This showed the fac-
tors 1, 2 and 4 to be moderately corre-
lated. (See Table 4). 
Table 5 shows a further variable which 
represents decision making support. 
This is the traditional benefit of market 
research and was derived from three 7-
point semantic differential scale items. 
The three items were combined into a 
scale with a Cronbach's standardised 
alpha of 0.84. 
Table 5 shows marketing managers to be 
slightly positive, about the decision making 
support provided by the market research. 
Given these results, analysis was under-
taken to determine the extent to which 
the structure of the market research func-
tion determined the evaluation of market 
research effectiveness. This was achieved 
by using the four market research effective-
ness factors from Table 3 and "Decision 
Making Support" from Table 5. A fixed 
effects MANCOVA was used for this pur-
pose. The independent variable was the 
research management structure (the five 
research function structures previously 
described), while external spending on 
research (up to or above $5Ok) and internal 
spending on research (up to or above $50k) 
were used as covariates. Table 6 shows the 
summary outcomes for the five analyses 
which show the impact on each of the mar-
ket research effectiveness measures. 
Table 6: MANCOVA analyses summary 
Dependent Variable: Factor 1 (Business value of market research) 
Source Type III df Mean F Sig. Partial Eta 
Sum of Square Squared 
Squares 
External 4.70 4.70 5.51 0.02 0.03 
Expenditure 
Internal 5.79 5.79 6.78 0.01 0.03 
Expenditure 
MR management 8.02 4 2.01 2.35 0.06 0.04 
R Squared = .171 (Adjusted R Squared = .147) 
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Dependent Variable: Factor 2 (Value of market research information in use) 
Source Type III Sum df Mean Square F Sig. Partial Eta 
of Squares Squared 
External 0.65 0.65 0.71 0.40 0.00 
Expenditure 
Internal 1.75 1.75 1.91 0.17 0.01 
Expenditure 
MR management 14.79 4 3.70 4.05 0.00 0.07 
R Squared = .113 (Adjusted R Squared = .087) 
Dependent Variable: Factor 3 (Marketing group gets its own way) 
Source Type III Sum df Mean Square F Sig. Partial Eta 
of Squares Squared 
External 3.30 3.30 3.31 0.07 0.02 
Expenditure 
Internal 1.12 1.12 1.12 0.29 0.01 
Expenditure 
MR management 3.49 4 0.87 0.87 0.48 0.02 
R Squared = .031 (Adjusted R Squared = .002) 
Dependent Variable: Factor 4 (Bolstering the marketing manager's position) 
Source Type III df Mean F Sig. Partial Eta 
Sum of Square Squared 
Squares 
External 0.74 0.74 0.77 0.38 0.00 
Expenditure 
Internal 0.38 0.38 0.40 0.53 0.00 
Expenditure 
MR management 8.75 4 2.19 2.26 0.06 0.04 
R Squared = .059 (Adjusted R Squared = .031) 
Dependent Variable: Decision making support 
Source Type III df Mean F Sig. Partial Eta 
Sum of Square Squared 
Squares 
External 21.06 21.06 2.03 0.16 0.01 
Expenditure 
Internal 32.43 1 32.43 3.13 0.08 0.02 
Expenditure 
MR management 79.84 4 19.96 1.92 0.11 0.04 
R Squared = .100 (Adjusted R Squared = .073) 
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For the factor titled "Business value of 
market research", the data showed that 
greater internal and external expenditures 
were positively related to market research 
effectiveness. The structure of the market 
research function carne close to showing 
a statistically significant effect in predicting 
market research effectiveness. Pairwise 
comparisons showed organisations with 
no dedicated market research personnel 
rated the research benefits less positively 
than organisations with full time buyers or 
organisations which had internal employ-
ees doing research. 
The second factor, "Value of the market 
research information in the organisation", 
was strongly related to the market research 
function structure. Paired comparisons 
showed those with no dedicated market 
research people or those just with part-
time staff were less likely to see market 
research as being valuable than were the 
other groups. In contrast, internal or exter-
nal research expenditure had no impact on 
functional structure. 
The third factor "Marketing group gets its 
own way" was strongly related to research 
expenditure. A rational explanation is that 
greater research expenditure provides 
superior market insights. A political expla-
nation could be that large expenditure 
legitimates the marketing group's position 
internally. This is most likely to occur where 
the research finding or research outcome is 
predictable in advance. This is often termed 
confirmatory research where the results are 
used to support the positions the market-
ing group puts to the organisation. 
For the fourth, and final factor, "Bolstering 
the marketing manager's position", the 
type of market research function structure 
came close to statistical Significance in 
predicting the perceived value of market 
research. Having a separate research buy-
ing group facilitated this outcome. Possibly 
this was because the buying group man-
ager has authority for the research group's 
activities and hence the way research was 
reported internally. 
The final market research effectiveness vari-
able, titled decision-making support was 
strongly related to internal research expen-
diture but not related to external research 
expenditure. Decision-making support was 
also not related to organisational structure. 
This suggested that organisations which 
commit internal resources to analyse and 
make sense of their market research were 
more likely to judge the research as useful 
in their decision making. 
In summary, research function structure 
was related to market research effective-
ness. Firstly, structure was related to the 
rational value derived from market research, 
and to a lesser degree, the role of research 
in developing new products and strategies. 
Secondly, the research function structure 
was related to the "less-rational" or politi-
cal outcome of market research. It did this 
by helping the marketing manager achieve 
organisational objectives. Organisations 
with dedicated market research resources 
achieved greater market research effec-
tiveness than organisations with part-time 
or no dedicated market research employ-
ees. The contribution of research function 
structure to market research effectiveness 
was not simply a function of the internal or 
external expenditure, but how the function 
was organised. 
Results for the hypotheses linking 
structure and effectiveness 
3. That organisations who rely more on 
an internal market research function will 
achieve greater market research effective-
ness than organisations that rely more on 
external market research - Supported 
4. That organisations who allocate more 
resources to market research will achieve 
greater market research effectiveness than 
organisations who allocate fewer resources 
to market research - Not Supported. 
Effect of Strategic Intent on the Value 
of Market Research 
Although the strategiC typologies had lit-
tie relationship to functional structure, it 
was possible strategy type might directly 
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affect market research effectiveness. 
Recently Bednall and Valos (2005a) have 
shown a weak relationship between the 
Prospector strategy type and an evalu-
ation of the effectiveness of the most 
recent market resean:;:h project conduct-
ed, using the USER scale (Menon and 
Wilcox, 1994) as a measure of research 
effectiveness. To test this relationship, 
the strategic types clusters were used to 
predict the value of the four exploratory 
market research effectiveness factors 
and the decision making variable. The 
results for the Miles and Snow typology 
are shown in Table 7. 
in use) and strategy type. The Prospector 
strategy type was far more likely than 
the Defender strategy to achieve value 
from usage of market research informa-
tion. However, in Factor 4, Prospectors 
were less likely than Defenders to use 
market research for internal political rea-
sons. Finally, Prospectors achieved the 
fifth variable, decision-making support to 
a greater extent than Defenders. The data 
suggested that, as hypothesised, the 
Prospector type had a deep and abiding 
need for the information produced from 
research. In contrast the Defender firm, 
while conducting market research, have 
Table 7: ANOVA Analysis - Miles and Snow Strategy Clusters 
Issue 
Business Value of Between Groups 
Market Research Within Groups 
Total 
Value of market Between Groups 
research informa- Within Groups 
tion in use 
Total 
Marketing Group Between Groups 
Gets its Own Way Within Groups 
Total 
Bolstering the Between Groups 
Manager's posi- Within Groups 
tion 
Total 
Support market Between Groups 
research gives to Within Groups 
decision making 
Total 
In terms of the Miles and Snow strat-
egies, there was a strong relationship 
between Factor 1, (Business value of 
market research) and strategy type. The 
Prospector strategy type was far more 
likely than the Defender strategy to achieve 
the business value of the knowledge gen-
erated by market research. There was 
also a strong relationship between Factor 
2, (Value of market research information 
Sum of df Mean 
Squares Square 
18.02 2 9.01 
188.98 205 .92 
207.00 207 
9.93 2 4.97 
197.07 205 .96 
207.00 207 
4.22 2 2.11 
202.78 205 .99 
207.000 207 
7.67 2 3.84 
199.33 205 .97 
207.00 207 
85.272 2 42.64 
2214.57 203 10.91 
2299.85 205 
less need to use the findings to explore, 
strategise and change and are therefore 
are more likely to use it for internal political 
purposes. 
The results for the Porter strategy types 
are shown in Taole 8. Only the second 
Factor was related to the Porter typology. 
In this case the Differentiators were more 
likely that the Cost Leaders to see the 
value of the market research information. 
F 
9.77 
5.17 
2.13 
3.95 
3.91 
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Sig. 
.00 
.01 
.12 
.02 
0.02 
23 
24 
Table 8 : ANOVA Analysis - Porter Strategy Clusters 
Issue Sum of df 
Squares 
Business Value of Between Groups I 4.00 2 
Market Research Within Groups 202.68 204 
Total 206.68 206 
I Value of market Between Groups 13.15 2 
research informa- Within Groups 193.83 204 
tion in use Total 206.98 206 
Bringing in a mar- Between Groups 1.70 2 
ket place under- Within Groups 205.06 204 
standing Total 206.75 206 
Bolstering the Between Groups 
, 
.03 2 
Manager's posi- Within Groups 204.56 204 
tion Total 204.59 206 
Support market Between Groups 57.08 2 
research gives to; Within Groups 2229.69 203 
decision making Total 2286.78 
Results for hypotheses linking 
strategy type to market research 
effectiveness 
205 
5a. That Prospectors will achieve great-
er market research effectiveness than 
Defenders - Supported. 
5b. That Differentiators will achieve greater 
market research effectiveness than Cost 
leaders - Partially Supported. 
DISCUSSION 
The primary aims of this study were to 
firstly, examine the relationship between 
the structure of the market research func-
tion and strategy, and secondly, to exam-
ine the relationships between structure, 
strategy, and research resource allocation 
on effective market research. 
The overall finding showed that strategy 
and structure had an impact on the vari-
ous dimensions of market research effec-
tiveness, despite surprisingly not being 
associated with each other. On the other 
hand research resource allocation was not 
related to market research effectiveness. 
Mean F Sig. 
Square 
2.00 2.01 .14 
.99 
6.586 6.92 .00 
.95 
.85 .84 .43 
1.01 
.02 .02 .99 
1.00 i 
28.54 2.60 0.08 
10.98 
Structure of Research Function 
In terms of organisational structure the 
results showed that considerable variation in 
market research structures existed in major 
Australian organisations and business units. 
Apart from some smaner business units 
being more like~/ to have dedicated internal 
market research resources, few dlaracter-
istics of the organisation accoonted tor the 
varying structures of market research man-
agement. Similarly, organisational strategic 
intent had minimal impact. 
Possibly one explanation is that structures 
which existed at the time of our survey 
reffected the history of the organisations 
involved. When structures were being 
designed for the marketing function, a 
related decision about the market research 
support function would also have been 
made. Experience suggests that once you 
have a function like market research in an 
organisation, the people who work there 
will become advocates for that function. 
They will therefore act to protect their 
position even when the identified organi-
sational need which spawned them in the 
first place has disappeared. It is only when 
structures are re-examined or re-organised 
that the function may change. 
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In a separate study of Australian research 
buyers Bednall and Valos (2005b) have 
shown that the job title given to the per-
son in the main research buying role was 
related to the judged effectiveness of spe-
cific research projects. More modern titles 
like "analytics manager" or "consumer 
insights manager" were related to high-
er levels of effectiveness. This suggests 
that the market research function needs 
to be re-examined on a regular basis 
lest those supporting the function them-
selves become more like Defenders than 
Prospectors in "defending their patch". In 
our current study we have no information 
on the history of the functional struCture 
within the organisation. Future research 
will need to take this into account when 
measuring the impact of structure on 
effectiveness. 
Whatever the onglns of structure, the 
findings did show structure was related 
to the judged effectiveness of the market 
research function. In particular, having a 
dedicated group contributed to the effec-
tiveness of market research. This was 
through gaining marketing knowledge and 
in assisting the marketing group and 
the marketing manager to promote their 
business cases within their organisation. 
In summary, the decision to outsource 
research or maintain an internal research 
unit should not just be a cost issue! It has 
important implications for strategic deci-
Sion-making support. 
Research Resource Allocation 
The degree of external expenditure con-
tributed to the value of market research 
information. Possibly better users of 
research data get a better return frorn 
expenditure and are more likely to do 
more? Internal resource allocation and 
not external expenditure was related to 
achieving the benefit of "use of market 
research for decision making." Presumably 
this reflected a valued process of applying 
organisational knowledge to the inter-
pretation of incoming market data. In 
summary, the decision to spend more or 
less on market research is only part of the 
issue. The proportion of internal expen-
diture vs. external expenditure is more 
critical and impacts the derived value or 
usefulness of data collected. 
Strategy Type 
Although strategic type was not related to 
functional structure as hypothesised, the 
findings did show strategy, as described 
by Miles and Snow (1978), was related to 
market research effectiveness. This pro-
vides an indication that the results are not 
an artefact of a self-serving view of man-
agers justifying their actions as managers 
of the market research function. The more 
entrepreneurial Prospector organisations 
were most likely to judge research as 
being effective in terms of a) generat-
ing useful information, b) in providing 
data that could be combined with other 
sources and c) in decision making sup-
port. Such organisations have an urgent 
need to gain reliable market information to 
identify and exploit market opportunities. 
The Prospectors were also less likely to 
misuse market research to bolster their 
position within the firm - this was more 
likely to be done by the Defender type. A 
weaker version of these relationships was 
found in the Bednall and Valos' (2005b) 
study of market research buyers. 
However, there was little relationship 
between the Differentiator and Cost 
Leader Porter strategy types with research 
effectiveness. It was expected that 
Differentiators would be more effective in 
using research as they are competing on 
more than just price as is the approach of 
the Cost Leaders. On the other hand the 
Miles and Snow Prospectors who face 
greater uncertainty than the Miles and 
Snow Defenders achieved far more effec-
tiveness from their use of market research. 
Strategies that are more customer and 
externally focused are expected to require 
better research and have employees with 
greater expertise in the use of research. 
Above all, the results indicate that market 
research effectiveness cannot be judged 
merely on the basis of the technical quali-
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ties of the project or the innovativeness of 
the design. Strategic intent also needs to 
be taken into account. Defender organi-
sations were more likely to engage in the 
internal political use of market research. 
Presumably "bolstering the manager's 
position" is not what we typically assume 
research effectiveness to be, but for some 
organisations this is where a part of 
the value lies. This reminds us that not 
all market research is about decision 
making. Often it serves a valuable func-
tion in reinforcing or confirming decisions 
(8ednall, Huynh and Alford, 2005) already 
reached, in situations where surprise and 
radical change are not welcomed. 
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